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New Hope for Corrections: The
Creation of a National Institute
By SENATOR MARLOW W. COOK'
CORRECTIONS: AN OVERVIEW

For several years the American Public has become increasingly alarmed at the escalating crime rate in this country. The
other articles which appear in this publication point out a
number of innovations in the area of judicial administration and
legal reform which will hopefully improve our nation's legal
system and especially our criminal justice system. If the criminal
justice system in the United States is to be made more effective
however, it is mandatory that those intimately associated with
the field of law, and also the general public, view the system as
an integrated, interrelated whole. In short, each of the three areas
of criminal justice, law enforcement, the courts, and corrections,
should receive the closest scrutiny and especially the latter. Any
all-out effort to effectively deal with the improvement of our
criminal justice system and the problem of crime in this country
will be remiss until we as a nation make the commitment to
expend the time, energy, and funds to establish correctional
programs which actually accomplish what they are supposed to,
the rehabilitation or "correction" of those individuals who are
incarcerated.
It is my feeling that corrections has been the step-child of the
criminal justice system in America far too long. One very obvious
example of this is the fact that until slightly over one year ago the
United States Senate, considered by most as one of the greatest
deliberative bodies in the world, did not have a specific subcommittee devoted to this very important aspect of our criminal
justice system. However, even now, of the fourteen subcommittees of the Senate Judiciary Committee, the Subcommittee on
* B.A., LL.B. University of Louisville 1950; Elected to Kentucky House of
Representatives 1957, reelected 1959. U.S. Senator 1968 to present.
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National Penitentiaries on which I serve as the ranking minority
member has by far the lowest annual budget.
Thus, only in recent years, and primarily the last year in the
United States Senate, have Members of Congress become aware
of certain bewildering facts such as:
(1) In the federal system fewer than 5 percent of the approximately 21,000 inmates committed to Bureau of Prisons facilities
function at the twelfth grade level and 85 percent lack any
marketable skill.'
(2) Of these approximately 21,000 inmates in federal prisons,
roughly 15 percent need psychiatric help and an additional five
percent are seriously mentally ill and in desperate need of psychiatric counseling. Yet the U.S. Bureau of Prisons has only 43
full time psychiatrists and psychologists.'
(3) In the federal system there is only one teacher for every
98 prisoners, one vocational worker for each 82 prisoners and one
case worker for approximately each 102 prisoners.'
(4) As for local jails, about which Norman Carlson, Director
of the Federal Bureau of Prisons, has said: "The improvement
of county jails is the number one priority we have in improving
correctional systems," nearly 90 percent have no educational
facilities, only 50 percent provide medical facilities, and 1.5
percent have no flush toilets. Each day there are approximately
161,000 inmates confined in these facilities across the United
4
States.
(5) As late as 1970, 85 percent of the Federal Bureau of
Prisons' budget was used for maintenance and security of the
institution (e.g., food, clothing, salaries for guards, etc.). 5 In
short, between 80 to 90 percent of the money spent each year
for corrections at the federal, state, and local levels is spent for
maintenance and security.
I Hearings on the Future Role of the U.S. Bureau of Prisons Before the
Subcomm. on National Penitentiariesof the Senate Comm. on the Judiciary, 92d
Cong., 1st Sess. at 3 (1971) [hereinafter cited as Future Role of the U.S. Bureau
of Prisons].
2 Information provided by Dr. Robert B. Levinson, Coordinator, Mental
[-ealth Services, Federal Bureau of Prisons.
3 Information provided by Mr. Luman Rensch, Chief Officer of Budget and
Planning, Federal Bureau of Prisons.
4 LAW ENFORCEMENT ASSISTANCE ADMINISTRATION, 1970 NATIONAL JAIL
CENSUS 1 (1971).

5

Future Role of the U.S. Bureau of Prisons, supranote 1, at 27.
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(6) Of the approximately 111,000 people employed in corrections across the country, only 30 percent are employed in
community programs (which are responsible for 65 percent of the
some 1.15 million offenders under correctional supervision on any
given day), 68 percent are employed in institutions (where 35
percent of the 1.15 million offenders are confined) and the remaining 2% are assigned to federal and state central offices."
Tnm

CORRECTIONAL MANPOWER PROBLEM AS ADDRESSED

BY THE WHITE HOUSE CONFERENCE ON CORRECTIONS

It is brutally obvious from the statistics above that the field of
corrections is confronted with multitudinous problems at all levels
of government, federal, state, and local. The key or pivotal issue
which permeates every discussion of correctional reform, however,
is manpower; i.e. the ability in the first instance to attract
competent, dedicated people to the field of corrections and then
to train them to effectively deal with the arduous task of making
rehabilitation a reality. Even the most far reaching and comprehensive correctional programs in concept will surely fail if
highly skilled individuals are not available to institute and administer these programs.
A good indication of the magnitude of the manpower problem
is illustrated by the fact that, as noted above, there is only one
teacher in the federal system of corrections for every 98 prisoners,
one vocational worker for every 82 prisoners and one case worker
for every 102 prisoners. These figures are especially significant
since they represent the tremendous shortage of teachers and
social workers in the federal system which is generally accepted
as the progressive model for state and local correctional systems.
If the Federal Bureau of Prisons, in view of the higher salaries
and more comprehensive retirement benefits it can offer, has
difficulty attracting skilled personnel to operate the treatment
programs for those incarcerated, it is certainly not difficult to
image the crisis which confronts state and local government in
the recruitment of such personnel. In addition to the problems
presented by the recruitment of this specialized manpower,
OJOINT CORMf'N ON CORRECTIONAL MANPOWER AND TRAINING, A TIME TO

AcT 11 (1969).
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federal, state, and local correctional agencies are also experiencing difficulty as well in the recruitment of correctional administrators and correctional guards.
Thus, the scope of the problem is readily apparent. The
question is what can be done to successfully deal with the manpower crisis in the field of corrections? Although there is no one
panacea for the solution of this predicament, an event which
occurred at the recent White House Conference on Corrections
has given renewed hope to me and many others around the
country who are concerned about the future of corrections in
the United States. The keynote speaker for the conference held
in Williamsburg, Virginia, December 6 through 9, 1971, was John
N. Mitchell, who was then the Attorney General of the United
States. At that time, Attorney General Mitchell announced plans
for the creation of a National Corrections Academy. He stated
that:
The need for better training and common performance
standards is shared by all government levels. In this connection I am today directing the Federal Bureau of Prisons and
the LEAA to work with the states and localities in establishing
a National Corrections Academy. This would serve as a national center for corrections, learning, research, executive
seminars and development of correctional policy recommendations. It would cover the whole range of correctional
disciplines, from the new employee to the management level.
Besides giving professional training of the highest quality, it
would provide a continuing meeting ground for the exchange
of beliefs and it will be the most effective single means of
upgrading the profession and assuring that corrections is more
than a euphemism for detention. I hope that the members
of this conference will give us the benefit of their ideas on
implementing this academy in the most effective way.7
In response to the Attorney General's requests for ideas relative to the creation of the academy, the 340 delegates to the three
day conference offered a wide assortment of recommendations.
Although there was overwhelming support by the delegates to
the conference for the academy, as a concept, there was a great
7 From a speech given by John Mitchell, Attorney General of the United States,
at Williamsburg, Virginia, December 7, 1971.
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deal of heated discussion as to what the exact role of the academy
should be as might be expected from such a widely diverse
group representing all aspects of the criminal justice system. The
format used at the conference was the division of the delegates
into small discussion groups of not more than 20 individuals each
to debate and make recommendations on a large number of correctional issues, including the creation of the National Corrections Academy. In the sixty discussion sessions held by the
various groups of delegates during the three days at Williamsburg
the recommendations pertaining to the formation of the National
Corrections Academy can be basically broken down into four
categories: (a) planning and organization of the academy, (b)
manpower development, (c) research, and (d) related functions.
Planningand Organizationof the Academy
There was general consensus among the delegates that a
national advisory committee or planning group with broad nationvide representation should be convened on numerous occasions
in the months ahead in order to make recommendations to the
Justice Department as to the exact structure of the proposed
academy. This ad hoc advisory committee was created shortly
after the conference adjourned and has had several meetings.
As to broad structural guidelines, however, it was the feeling
of the conference participants that the most crucial structural
consideration should be the inclusion of state and local governments and other concerned private institutions and organizations
in the activities of such a corrections academy. The emphasis was
definitely on the national aspect of the academy. I found this
suggestion by the conferees to be especially commendable since
73 percent of the approximately 111,000 correctional employees
in the United States are employed by state government, 20 percent are employed by local government and only 7 percent of the
above number are employees of the federal correctional system.,
Thus, since the great majority of the approximately 1,115,000
individuals under correctional authority on any given day in this
country are under the jurisdiction of state and local government,
8 JoIrN

COMM'N ON CORRCTIONAL MANPOWER AND TRAImG, A TIME TO

ACr 11 (1969).
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any attempt to alleviate the problems in the area of correctional
manpower must include representatives from these units of
government as active participants.
Manpower Development
It was the consensus of the conferees that initially the primary
concern of the academy should be the uncovering and categorizing
of the broad range of human resource development needs in
the corrections field. It was felt that the process of determining
these needs should include surveying existing public and private
education and training programs in terms of their scope, objectives and effectiveness. Then, the academy would be responsible
for coordinating what existing resources are available and creating
new program development when the resources are not available.
The conference participants, while realizing that most of the
actual correctional training must necessarily take place at the
institution, agency, or university level, also expressed the hope
that the academy would conduct training sessions for the trainers
themselves in order that there might be one central, national
forum for the expression and development of ideas relative to
corrections. It was additionally suggested that the academy could
serve as a valuable national resource organization by providing
expert advisors, consultant services, visiting instructors, and
various other means of assistance to the different jurisdictions for
the development of plans.
Research
Recognizing the necessity of a continuing research and evaluation component as an integral part of the national academy
approach, the delegates suggested that another very crucial function of the academy should be to serve as a "clearinghouse" for
correctional knowledge and program information. Such a research
component, manned by the most expert and representative
group of researchers that can be assembled, would be responsible
for the collection of a comprehensive body of facts and figures
on the different correctional approaches being utilized in the
United States. This group could then make concrete recommendations to correctional authorities throughout the country as
to what programs and approaches have been successful in other
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jurisdictions and then demonstrate with facts and figures that the
concepts in question are workable.
Related Functions
As stated earlier, the discussions at the Williamsburg Conference were by no means confined to the single issue of the
National Corrections Academy. There were discussions and, I
might add, debates on a wide cross-section of correctional issues.
Thus, while many of these topics were not discussed directly in the
context of the National Academy, they nevertheless revolved
around problems which are pertinent to the scope of the academy's operations.
There was wide agreement among the delegates, for instance,
that the correctional work force should more readily reflect the
demographic characteristics of the population which it serves.
This would entail the utilization of more minority group members,
women, ex-offenders, and young people in the correctional work
force.
Such an approach is, in my estimation, a critical consideration
for the development of a more effective body of correctional
manpower in the United States. An example of the scope of the
problem is the fact that although blacks make up 12 percent of
the total population in the United States and an even higher
percentage of the inmate population in this country, only 8 percent of correctional employees are black. In addition, blacks
are almost non-existent in the administrative and supervisory
ranks. They constitute only 8 percent of all top and middle
level administrators.' As might be expected, the percentages are
substantially lower for other minority groups.
Likewise, although females make up approximately 40 percent
of the adult labor force, they compose only 12 percent of the
correctional working force.:' In addition, young people are conspicuously absent from the correctional ranks. Although juveniles
constitute approximately one-third of the total correctional workload, only 26 percent of all correctional workers are under 84
years of age." Finally, although there are no concrete statistics
9 Id. at 14.
10 Id. at 14.
11 Id. at 13.
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on the number of ex-offenders employed in the field of corrections,
it is safe to say that these individuals, many of whom are begging
to make a contribution in this area, constitute a miniscule percentage of the correctional work force.
Another problem which was discussed by the conferees and
which would have a direct bearing on the eventual role of the
corrections academy, was the great need for the establishment
of a system of sabbaticals or fellowships for correctional personnel
that would enable them to broaden their horizons by spending
time in a correctional setting different from their own. For instance, it was felt that it would be beneficial for correctional
personnel to be more aware of the kind of programs and approaches utilized by various probation and parole personnel and
vice versa.
AFTER THE CONFERENCE:

THE

DEVELOPMENT OF THE NATIONAL

CORRECTIONs ACADEMY

CONCEPT

On December 9, immediately after adjournment of the White
House Conference, delegates from the Bureau of Prisons and the
Law Enforcement Assistance Administration in the Department
of Justice and delegates from the Executive Office of The President began the difficult task of assembling a widely representative
group of individuals to serve on the Ad Hoc Advisory Committee
for the establishment of the National Corrections Academy. The
fifteen committee members that were chosen included the Director of the Federal Bureau of Prisons, Norman A. Carlson, the
Associate Administrator of the L.E.A.A., Richard W. Velde, and
Dr. Charles Clapp, Special Assistant to the President, plus twelve
other experts in the field of corrections from various parts of the
country. In addition a five man staff was appointed to assist the

Advisory Committee in its deliberations.
The first meeting of the Advisory Committee was convened at
Dallas, Texas, on February 2 and 3 of this year to initiate the
planning for the academy. At this first meeting of the Ad Hoc
Committee there was initially a substantial difference of opinion
among the committee members as to the overall concept of the
academy. It was eventually agreed, however, that the academy
should be as broad in scope as possible. In essence, as the
Attorney General had suggested at Williamsburg, it should be a
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"national center for correctional learning" and a "continuing
meeting ground for the exchange of advanced ideas on corrections." After the resolution of that initial conflict the committee recommended that the academy should be gradually
phased into operation, starting with two seminars during the
summer of 1972 for executive development and eventually including a broad range of activities such as management development and training, research and development, correctional policy
recommendations and technical assistance.
The second recommendation which came out of the Dallas
meeting called for the appointment by the Attorney General of a
15 man board of directors, interdisciplinary in nature, to select a
director for the academy, to formulate overall policy and to obtain
and furnish such counsel as might be required to develop a
prestigious academy operation whose activities will serve as a
national focal point in the improvement of corrections. In addition, it was resolved at this initial meeting that the academy
should be located in the beginning at an existing university with
the eventual development of a number of regional institutions
throughout the nation to supplement the activities of the central
body.
The next meeting of the Ad Hoe Advisory Committee took
place at the Center for Continuing Education, at the University of
Chicago, on April 6, 1972. This meeting has two specific purposes: (1) to examine the progress that the staff had made
toward the preparation of the summer seminars for executive
development which were recommended at the first meeting in
Dallas, and (2) to offer specific guidance to the staff in organizing
and focusing the character of the national academy. After a
lengthy discussion, the group decided that instead of the participation of middle-management personnel in the summer executive
institute as originally planned it would be more beneficial to
direct those sessions toward correctional administrators only, such
as state commissioners, assistant state commissioners, wardens,
associate wardens, and probation directors. It was agreed, and
rightfully so I feel, that this approach would be more apt to
produce the kind of immediate recognition value, the kind of
immediate improvement in corrections practices, and the kind of
high level support which would be most conducive to the goals
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of these first institutes. The committee also recommended several
projects for the staff to concentrate on in the coming months in
addition to the summer institute, such as the drafting of Articles
of Incorporation and the production of a tentative budget for the
1974 fiscal year. Finally, the committee agreed at this meeting
that since the ultimate purpose of this national center was to
provide a nation-wide forum for the exchange of ideas as well
as a strong emphasis on research, a more appropriate title for the
academy concept would be The National Institute of Corrections.
The last meeting of the Ad Hoc Advisory Committee was
held here in Washington, D.C. on May 10, 1972. At this most
recent meeting further groundwork was laid for the convening
of the two summer institutes and there was additional discussion
as to the exact role the advisory panel should play in the coming
months. Finally, the members of the panel agreed to convene
again in mid-June at which time a permanent Chairman of the
group will be elected and consideration will in addition be
given by the committee members to the Articles of Incorporation
and by-laws for the National Institute.
CONCLUSION

Therefore, at this juncture, the National Institute of Corrections which only a few short months ago was an idea being
discussed and debated by some 840 delegates at a conference in
Williamsburg, Virginia, is now steadily taking shape. It is readily
apparent from the previous pages that I am very enthusiastic
about the creation the National Institute. It is my belief that this
most recent addition to the field of corrections in the United States
is a major step in the right direction. My enthusiasm regarding
the advent of the National Institute is multiplied several times,
however, because this latest endeavor is another indication to
me that we as a nation are finally making the effort to come to
grips with this crucial part of our criminal justice system which
has heretofore been largely ignored.
In addition to the increased legislative activity in the United
States Senate and the House of Representatives on matters pertaining to corrections, it is significant to note several other recent
occurrences which indicate increased emphasis on this aspect of
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our criminal justice system. For instance, the Williamsburg conference in November of 1971 was the first such White House
Conference on Corrections that this nation has ever had. On the
federal level, the budget for the Federal Bureau of Prisons in the
Department of Justice has almost tripled in the last four years,
from 69.001 million in the 1968 fiscal year to 179.201 million for
fiscal year 1972. Even more significantly, state and local governments are beginning to follow the leadership of the federal
government by meticulously examining and reevaluating their
own correctional progrems while simultaneously appropriating
the necessary funds which will hopefully enable them to march
out of their correctional quagmire.
Few people realize that four out of five crimes committed in
the United States each year are committed by individuals who
have been previously incarcerated at some period in their lives.' Thus, a large portion of the ever-increasing crime rate can be
attributed to men and women who have been exposed to federal
or state correctional systems, often times both, but obviously not
"corrected." Since 98 percent of those who are sent to prison will
one day return to society,13 it appears logical to say that one
approach to drastically reducing the rate of crime in the United
States is to provide the kind of rehabilitation programs in our
correctional institutions which will make it possible for former
inmates to return to the streets as individuals possessing the kind
of skills which will enable them to lead productive lives. I will
be the last to say that every criminal who enters the confines of a
prison can be rehabilitated but I am convinced that a substantial
number of our nation's prisoners, especially first offenders, can
be corrected.
It was shown in a recent study by James G. Meeker, Staff
Director of the U.S. Senate Subcommittee on National Penitentiaries, that if the annual increase in recidivistic crimes could
be cut by one-third, it would reduce this nation's costs of crime
by 1.1 billion. Thus, by spending additional millions on developing the kind of rehabilitation programs that actually "correct",
12 Hearings on Appropriations for the Federal Bureau of Prisons Before the
Senate Appropriations Subcomm. on State, Justice, Commerce and the judiciary,
92 Cong., 1st Sess. at 356 (1971).
1-3Future Role of the U.S. Bureau of Prisons, supra note 1, at 37.
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the American taxpayer might well save billions in the long run
while at the same time substantially increasing the ultimate protection of society in general. Thus, it appears that the United
States and numerous other countries around the world that have
been plagued with escalating crime rates have been quite foolish
not to pay more heed to the improvement of their correctional
programs. Since one of the definitions of the word "civilization"
is "refinement of thought" -maybe it was precisely this shortsightedness which Dostoevski was chiding when he said: "The
degree of civilization in a society can be judged by entering its
prisons." How refined can American thought be when we as a
nation continue to ignore one of the solutions to that most devastating of social evils, crime. It is my fervent hope that a
national "refinement of thought" in the field of corrections is now
taking place.

